Abstract. In 2002, Company Q knew it had a problem. No longer could it continue to run its operations as it had previously. Disparate projects were having a counteractive effect. Changing legislation and regulations were increasing reporting requirements and competition. Increased usage of its transport networks were resulting in scheduling difficulties, delays and customer dissatisfaction. A thorough review of alternative business management approaches indicated merit in adopting Business Process Management (BPM) as an organizational approach. At the time however, the process of how to adopt such an approach had received little attention in either academic or practitioner literature. Consequently, Company Q approached QUT for assistance with progressing and measuring BPM as a holistic approach to managing an organization. This paper reflects upon the role of the study in Company Q's subsequent BPM journey.
Introduction
Over recent time, there has been growing interest in improving and managing an organization's processes.
From 2005 to 2009, [1] has found that process improvement is the number one business priority of CIO's. Furthermore, the importance of BPM is recognized by [2] who found that 97% of European organizations surveyed considered BPM important to the organization and only 3% had not commenced BPM practices. Similarly, in an earlier study, [3] found that 96% of respondents were engaged in 'some form of process management' with formal programs adopted by 68% of these respondents. A number of drivers are contributing to the continuing interest in adopting a process approach including:
1. Need to improve responsiveness and quality and, to manage competitive threats [2] 2. Globalization, changing technology, regulation, the action of stakeholders and the eroding of business boundaries [4] 3. Competitiveness of industry within the international marketplace [3] Tonia de Bruin1, Gaby Doebeli2
According to [5] and [6] , a process approach to business increases competitive advantage by reducing cycle times, utilizing new information technologies and obtaining managerial control. More generally, [6] and [7] suggest that a process focus helps to achieve higher (sustainable) performance with strategies including reducing costs, resources and/or overheads.
Another benefit, according to [2] , [6] and [7] , is that adopting a process approach leads to increases in customer satisfaction and an improved ability to respond to customer needs. It does this by improving an organization's focus on the customer [6] , [8] , and introducing greater flexibility [7] . Other suggested benefits relating to customers include reducing time to market and improving service delivery [5] and [6] , and improving quality [3] , [6] and [7] .
Furthermore [2] , [8] and [9] , indicate that a process approach has a positive impact on change management and cultural issues. In a similar vein, [10] indicates that BPM practices can lead to a reduction in turf mentality and [6] suggests that improved teamwork is possible. Similarly, [8] indicates that increasing the level of employee empowerment leads to a reduction in cross-functional barriers.
Despite high interest, strong drivers and the recognized benefits associated with adopting a process approach, organizations such as Company Q face many difficulties in adopting and progressing BPM. For example, [2] indicates that despite 97% of organizations expressing a high interest in BPM as few as 27% of those surveyed were at more than a basic level of adoption, suggesting a disconnect between interest and progression.
Furthermore, [11] raises a concern that the latest round of process thinking may become yet another management fad with continuing evidence of unsuccessful attempts whereby organizations fail to reap the benefits of their efforts. This concern is not aided by the inconsistent use of terminology in the BPM domain, an example of which is the use of the term BPM itself. In extant literature, this term has three common interpretations including:
(1) BPM as a software technology solution (cf. [12] and [13] ), although the terms of BPMS or PAIS are now becoming more commonplace (cf. [14] ) (2) BPM as an approach to the management of a process/s within an organization, through the various stages of the process lifecycle (i.e. a lifecycle approach) (cf. [3] , [5] , [6] and [15] ) (3) BPM as an approach to the management of an organization, seeking to create a process-oriented organization, as opposed to a functionally-oriented organization (i.e. an organizational approach) (cf. [2] and [18] ) From a theoretical perspective, [16] and [17] discuss shortcomings of theory arising from interpretations (1) and (2), with regard to adopting an organizational BPM approach that captures the richness of organizational context and the temporal aspects of progression.
Similarly, in practice, the use of the term BPM is not always clear or consistent. Anecdotal evidence suggests that some organizations prefer not to use the term due to past problems with the adoption of BPR initiatives, instead using terms such as Business Transformation and Organizational Renewal Program. Furthermore, in practice, BPM Initiatives do not align neatly with the interpretations of BPM indicating they are not mutually exclusive. For example, in adopting a lifecycle or an organizational approach a company may also adopt a BPMS or a PAIS. Similarly, in Organizational Approach to BPM:  Integrating Experience from Industry and Research  3 adopting an organizational approach, a company may also adopt a lifecycle approach to managing the processes within the organization 1 . These conflicting views potentially affect the expectations of practitioners seeking to adopt and practice BPM.
Progressing an
This paper presents aspects of a research study that commenced in 2004 and aims to bridge the gap between industry and research with regard to progressing BPM within organizations. The structure of this paper is as follows. Section 2 of this paper provides the background of an industry case study, Company Q. Section 3 summarizes aspects of the study undertaken by researchers with a view to measuring the progress of BPM Initiatives within organizations. Section 4 details Company Q's application of a key outcome from the study, the BPM Capability Framework. Section 5 details the researcher's subsequent application of the BPM Capability Framework within Company Q, in order to progress the development of theory regarding BPM as an organizational approach. Section 6 concludes this paper with a review of the key points.
Background to Company Q
Company Q is one of Australia's largest and most modern integrated transport providers. Operating on a transport network of more than 10,000 kilometers across the continent, its services include Passenger Service, Freight Service and Network Access Provision. Company Q has annual revenue in excess of $A3.5 billion and manages assets of $10 billion. Company Q is among the nation's longest running service enterprises with approximately 15,000 employees throughout the country. Company Q is a Government Owned Corporation (GOC) directed by a Board that is accountable to two ministers within the Queensland State Government. In 1999, a move to increase the commercialization of some State Government operations resulted in Company Q moving from a monopoly government provider to becoming a national commercial operation in a competitive business environment. This change resulted in major challenges for the operation of Company Q.
As a consequence of the move to commercialization, disparate projects were having a counteractive effect. Changing legislation and regulations were increasing reporting requirements and competition. Increased usage of its transport networks were resulting in scheduling difficulties, delays and customer dissatisfaction. Attempts to improve operations by applying methods like Quality Assurance (QA), Total Quality Management (TQM), Business Process Reengineering (BPR) and Business Process Improvement (BPI) had resulted in limited success. Consequently Company Q was seeking to adopt BPM as a holistic approach to the management of the organization. The first phase of the Business Process and Systems project led to the identification of an enterprise-wide BPM approach as a means of addressing some of the operational and strategic issues facing the organization. However, getting support for adopting such a BPM approach and developing the initial frameworks was difficult due to (1) conflicting literature and practice regarding what constituted an enterprisewide BPM approach and (2) a lack of guidance as to how to go about adopting such an enterprise-wide approach.
The second phase of the project included making the frameworks operational in order to embed BPM principles and practices within the organization. The CSO established a BPM team led by the Business Process Design Adviser (BPDA) 2 . The BPDA reported directly to the CSO. In the first instance, the BPDA was responsible for the establishment of the methods and techniques within the framework, and the introduction of these to the organization.
Due to the failings of past endeavors arising from the implementation and use of methods including TQM and BPR, and following an extensive review of literature and practices within other organizations, the BPDA affirmed the earlier belief that a BPM approach focused on the management of the organization was appropriate to addressing Company Q's needs. However, subsequent investigation revealed a lack of a suitable means by which to (1) understand existing practices and to gain guidance on progressing and embedding BPM practices within the organization and (2) an inability to measure the progression of BPM practices adopted within the organization.
Progressing and Measuring BPM within Organizations
To address these issues, Company Q approached QUT for assistance, resulting in a study into the progression and measurement of BPM Initiatives within organizations. In defining the study, the researchers recognized an inherent tension between the evolutionary nature of progression and the static notion of measurement at a given point. Consequently, the researchers distinguished between these concepts using the terms of BPM Progression and BPM Maturity. BPM Progression referred to the dynamic and evolutionary journey of a BPM Initiative and BPM Maturity referred to 2 The BPDA is co-author of this paper. 
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Fig. 1. Positioning the BPM Progression and Measurement Research
To progress the study, the Researchers developed an initial conceptual model encompassing factors that were seemingly important when adopting a BPM approach 3 , identified from extant literature. Details on the development of the early conceptual model are in [19] and [20] . During 2004, Company Q participated in a case study conducted by the Principal Researcher to refine the conceptual BPM model and to pilot early versions of the survey instruments for measuring BPM Maturity, within three of its lines of business. Details of the conduct of this case study, including the key outcomes and subsequent changes to the model are available in [21] . However, to provide context to this paper, the next sections detail the key findings for Company Q, together with a summary of selected practical and theoretical consequences arising from the case study.
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Key Findings for Company Q from Application of Model
From Company Q's perspective, the key findings from the 2004 case study confirmed that they had focused most attention on selecting and implementing methods and tools for BPM at an operational level. This accurately reflected the early focus on the tools and methods of BPM (such as BPR and BPI) which Company Q had subsequently found to be insufficient to support the transformational change required.
The case study found that Company Q used business improvement methods in pockets of the organization, with the assistance of some information technology (IT) tools. However, there was not an overall common framework to guide the selection and use of methods and tools in place. The result being that, there was no consistency in the actual methods and tools applied throughout the organization. Nor was there any consistency in their manner of application across the various business units, even when people were using the same method / tools. For example, the organization had chosen standard modeling notations (i.e. BPMN and IDEF), however as Company Q had implemented no other governance around the notations, there was no consistency in the use of these notations within the organization.
Similarly, employees within Company Q made ad-hoc attempts to improve processes using the available tools and methods in projects. However, the projects they undertook often did not have strong alignment or linkage to the overall strategic objectives of the business but were in reaction to an operational pain point. There were no process strategies or planning in place that outlined the activities required to relate process performance to the desired improvement and sustained business performance.
In addition, employees across the business had received little guidance on how to improve and build their process and process improvement skills and knowledge. The organizational culture showed a strong, functionally based, silo mentality focusing on improving individual functions rather than the end-to-end process that delivered the services to the customer. To compound this, people were not accountable for their actions or the consequence of these actions on process outcomes.
Consequences of the Study for BPM within Company Q
Company Q found that a key benefit of participating in the case study was that the Researchers provided a detailed presentation and report into the review of BPM practices within the company. This provided Company Q with an independent view of practices that added credibility to internally held views, making them more acceptable to some members of the organization. The study identified that the strengths within Company Q's BPM initiative were mainly in the area of BPM Methods and Technology. However, it also confirmed that the areas of greatest weakness were in Strategic Alignment, Governance and Culture. Thus, using the case study findings as a basis, the BPM team at Company Q was able to develop strategies to improve their BPM practices, particularly in the areas of Strategic Alignment, Governance and Culture. Table 1 provides an example of the strategies enabled within Company Q, from participating in the case study.
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Consequences for Research
In addition to consequences for Company Q, applying the early model and piloting the survey instruments in the case studies had implications for the Researchers. In particular, the case study highlighted (1) the role of contextual variables in the progression of BPM at an organizational level and (2) the need for greater clarity and additional granularity within the factors contained in the model. Consequently, the researchers extended the model through the conduct of an international series of Delphi Studies. Details of the design and conduct of the Delphi studies are included in [22] . However, a summary of the Delphi studies and their outcomes is included here to provide context to the application of the resultant extended model within Company Q.
The Principal Researcher 4 conducted the Delphi studies from February to September of 2005. There were six Delphi studies in all, one for each factor of the model. Each study included between 10 and 20 BPM experts from USA, Europe and Australia 5 . The aim of the studies was (1) to agree a definition of each factor and (2) to identify the major items whose measurement would indicate advancing maturity in the factor. The Principal Researcher subsequently referred to final measurement items identified as capability areas. During each round of the Delphi studies, a panel 8
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Bruin1, Gaby Doebeli2 of three academics 6 coded data for rating and comment by the Expert Panel in the subsequent round. Decision rules were set to assist in determining the end of each study. Fig. 2 provides a summary of the average satisfaction (with 10 being very satisfied) and the standard deviation for the final factor definitions. Table 2 shows the final agreed definitions for each factor determined during the international Delphi Studies. In addition to the agreed definitions and the identification of the capability areas, during the Delphi studies, the Principal Researcher mapped all items and comments raised by the expert panel, to the final list of capability areas. Following the Delphi Studies, the Principal Researcher used this mapping and insights from the earlier case studies to develop high-level definitions for each of the capability areas. These definitions appear in [23] . Fig. 3 insights from its application have been presented. In addition, they have read published articles arising from the study, over time.
The following sections discuss Company Q's use of the BPM Capability Framework to (1) develop a BPM Roadmap to guide the progression of their BPM journey, (2) adjust subsequent BPM strategy and communication to their changing organizational context and (3) to map their lessons learned and integrate key findings into the future direction of their BPM Initiative.
Developing a BPM Roadmap
During their journey, Company Q has used the BPM Capability Framework to guide their efforts and to develop and refine their BPM Strategy and Implementation. In doing so, the BPDA uses the BPM Capability Framework to build a roadmap that provides direction on which capability areas to give attention to, in line with the business environment.
The BPDA reflects on the critical business issues regularly and investigates the causes to further identify which capability areas need to be targeted for development. The BPDA uses the capability area definitions to understand their intent, and her knowledge of the business issue to determine an informal level of maturity in these areas within business units and/or projects. The next step taken by the BPDA is to determine which capability areas she believes will deliver the most immediate benefit to achieving the goals and objectives of Company Q. In doing so, the BPDA is able to allocate resources and develop capability that will optimize the benefit to the organization from adopting a BPM approach. The Principal Researcher is not directly involved in the determination or implementation of these strategies, however, the Principal Researcher and the BPDA meet regularly to discuss or clarify issues regarding the intent and interpretation of the capability areas and possible strategies and their implications.
Since 2006, the BPM team's role is the delivery of BPM services to the business areas using an internal consultancy arrangement. The team uses the BPM Capability Framework to guide the conduct of its consulting engagements, including the subsequent recording and documentation of the engagements and their outcomes. Every consulting assignment is carefully scoped including an initial BPM capability assessment. This assessment identifies additional activities to be conducted to further improve BPM capability as part of the project delivery. Every consultancy engagement is finalized with a workshop where project results are reflected on as well as the progression of BPM capability in the particular business area. Every project team collates their findings and learnings in a case study format for publication on the BPM portal site to share with others. Therefore, each project contributes to the improvement of different capability areas within the BPM Capability Framework, in addition to delivering the desired business need. The project summaries are an effective tool to further consolidate and communicate the BPM progress to the rest of the organization and for the BPDA to further set strategies to enhance capability areas within the model.
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Adjusting strategies to fit changing organizational context
Despite the advances that Company Q has made, the progression of an organizational approach to BPM is not without issues. Recent changes within Company Q that have influenced the progression of BPM include (1) changes in Company Q's business model and (2) changes to the organizational structure. By using the BPM Capability Framework, Company Q has been able to adjust its BPM strategies in response to these changes as shown in the following examples.
Changing Business Model
In 2008, the appointment of new senior management in Company Q led to a change in its business model and strategic direction. Company Q was redesigned from a business model as an integrated transport provider to a multiple company business model. The objective of the new business model was to create accountability and to increase the flexibility and agility of Company Q, making it more competitive in the market place. To implement the new business model, changes to the Corporate Governance Framework were necessary. Consequently, Company Q revised their Corporate Governance Framework from a strongly rulebased to a principle-based focus in recognition that one size does not fit all and in order to empower management in the decision making process by giving them greater accountability for business outcomes. Under the new Corporate Governance Framework, Practice Leaders (i.e. function and process owners) were called upon to translate existing rule-based policies into Practice Principles.
Since the new governance framework was put in place, questions have arisen about its effectiveness. Consequently, the Company Secretary engaged the BPDA to assist in a review of the organizations new Corporate Governance Framework. The BPDA was able to use the BPM Capability Framework and the BPM Principles in this review. The review found that, despite the involvement of the Practice Leaders, the accountability structure was still based predominantly on functional demarcations and that not all Practice Leaders were identified and/or included. The review also found gaps in the decision making process and ineffective information flow within the core processes of Company Q. The findings of the BPDA were subsequently supported by an independent review of the Corporate Governance Framework by an external party.
Changing Organizational Structure
Since commencing its BPM journey in 2002, a number of organizational restructures have led to significant changes in the roles and responsibilities of the BPM team. At times these changes have affected the manner in which the team operates or is resourced, whilst at other times, these changes have affected the location of the BPM team within the organization.
In mid-2007, the BPM team was assigned their most recently defined role as the Practice Leader for BPM in the organization. The BPM professionals that make up the BP community in Company Q are now directed and supported by the BPM team. These professionals reside in the individual businesses, often within the Business Support areas, and work together with strategic planning, human resource, finance and IT functions as well as the areas of risk and project management. The recognition of the BPM team as a Practice Leader also means the team now works closely with other leadership teams of the organization to build BPM capability.
The use of the BPM Capability Framework throughout these structural changes has provided the BPM team with a stable framework independent of the changing organizational structure. This is evident in the redevelopment of the BP Community Portal, utilizing the BPM Capability Framework and underpinning the directory structure that supports the storage of BPM documentation in order to provide a single source of truth. Consequently, despite the internal changes, the BPM team has been able to maintain its focus and continue to develop BPM capability to optimize outcomes to the organization. Fig. 4 shows the major events, projects and capability development that have occurred within Company Q over the duration of its BPM Initiative. 
Lessons Learned During the BPM Journey
Company Q has learnt many lessons during its BPM journey. These lessons relate to development and execution of strategies during the implementation of an organizational BPM approach. In keeping with the use of the BPM Capability Framework to underpin the BPM Initiative, Company Q maps the lessons learnt to the factors and capability areas to facilitate knowledge sharing and collaboration within the organization. The points in Table 3 provide an overview of the key lessons learnt by Company Q during its journey, mapped to the factors from the BPM Capability Framework. Table 3 . Lessons on Progressing BPM
Factor
Lessons on Progressing BPM Strategic Alignment -Select projects that are of strategic importance and have senior management commitment -Strong connections between strategy formulation and selection of process improvement initiatives helps to optimize resource planning and allocation -Defining end-to-end processes and assigning ownership and accountability for process performance, including linking to individual performance measures, helps to optimize outcomes Governance -Putting BPM governance in early ensures clear direction and leadership and a common terminology -BPM Governance needs to be integrated into an overarching corporate governance framework -Process leaders need to be supported by their functional counterparts within an integrated governance framework to ensure optimal process decision making -Process related standards need to be developed throughout the journey as maturity increases in different areas Methods -A standard notion helps to provide consistent, reusable models and process information -The notation selected is not as important as its consistent application and ability to be supported by a suitable modeling tool -Multiple complimentary methods for process improvement are beneficial for matching the method to the purpose improvement project -Strong program and project management is needed to track the benefits for the organization from the improvement projects and the BPM program itself Information Technology -A common process modeling/repository tool is essential when progressing an enterprise wide BPM approach -Matching the tool to the purpose of the modeling becomes important over time People -Hands-on involvement in projects is an effective way of learning and embracing the BPM approach Culture -An organizational approach to BPM helps to improve sharing of process information
Applying the BPM Capability Framework in Theory
In itself, the BPM Capability Framework is not a complete theoretical measurement model for BPM Initiatives as it does not include details of the relationships between and within the factors and capability areas nor does it include specific measurement items for the capability areas. To this end, the Principal Researcher is using the mappings and insights from the development of the Framework and its subsequent application, to further develop a theoretical measurement model as a part on the ongoing program of research. In 2007, the Principal Researcher conducted a second case study with Company Q. This case study was a part of a larger, longitudinal study undertaken with multiple organizations, with the purpose of investigating the progression of BPM initiatives, over time. The focus of this study was on (1) the emphasis that organizations, such as Company Q, had placed on the various capability areas including how this emphasis had changed over time and (2) the potential relationship between the factors and the capability areas with regard to the placement of emphasis. The Principal Researcher used the BPM Capability Framework to guide this investigation.
The appropriateness of the extension of the initial conceptual model, arising from the Delphi studies, becomes evident during the second case study with Company Q. In this study, the Principal Researcher calculated the change in emphasis placed on the capability areas, between two points, i.e. 2002 and then again for 2007 8 . This measurement used a 7-point scale with 1 being Little or No Emphasis and 7 being High Emphasis. The Principal Researcher then calculated the relative difference between the two scores for each capability area. Figure 5 and Figure 6 show the relative change in emphasis arising in both the factors and capability areas within Within the larger study, the Researcher has addressed and mitigated these limitations. However, a full discussion of these points is outside the scope of this paper. Company T Change Figure 6 shows that for the same period the change in emphasis at a capability area level, ranges from 0.10 to 2.0, showing a much greater variation at the level of capability areas. From these figures, it is clear that consideration of the capability areas has the potential to provide greater insights than if only the factor level is considered. Furthermore, this data shows that within the capability areas, an organization places more or less emphasis on different capability areas over time. From a theoretical perspective, using the BPM Capability Framework enables researchers to identify potential relationships between, and within, both the factors and the capability areas. Furthermore, researchers are able to explore reasons for, and changes in, the relationships over time.
The research and experiences with Company Q raise interesting theoretical questions such as: What type of measurement model is most appropriate for measuring BPM Progression, reflective or formative? What are the temporal implications of progressing BPM capability areas? Is there a temporal order to BPM capability development? Are some capability areas better developed during early stages of an initiative and some later? Is this consistent across organizations, or can organizations get grouped based on commonalities in context (cf. [24] )?
Conclusion
This paper reports practical and theoretical implications arising from the experiences of an Australian Transport Provider in adopting an organizational BPM approach. In particular, the paper presents the journey of Company Q's BPM Initiative and its participation in a research study undertaken to advance the progression and measurement of BPM Initiatives.
From a practical perspective, Company Q gained many insights into BPM by participating in the research and using the BPM Capability Framework to guide the development of its BPM journey. The practical experiences with Company Q show that the BPM Capability Framework is useful in providing structure and guidance to the progression of BPM within an organization. However, the lessons learnt during Company Q's BPM journey, indicate that often it is necessary to match the strategies for developing these capabilities to the individuals within, and the experiences of, the organization itself for them to be successful. The experiences of Company Q have shown the value in adopting a generic BPM Capability Framework to guide the progression of BPM. At the same time however, these experiences provide evidence of why a single, generic methodology is likely to be inappropriate for adopting and implementing an organizational BPM approach.
From a theoretical perspective, the Researchers at QUT have been able to integrate insights from industry into the ongoing development of theory on BPM progression including the development of a measurement model for BPM Maturity. The use of the BPM Capability Framework to assess the change in BPM within Company Q, over time, highlights the need to consider the implications of context and temporal aspects of progression in the development and testing of a theoretical measurement model.
By investigating and understanding such practical issues within future studies, researchers will be better positioned to contribute to the progression and sustainability of BPM within organizations. Furthermore, such insights increase the potential to develop more relevant, rigorous measurement models and theory suited to BPM as an organizational approach.
